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The intent of this study is to examine administrative and managerial
problems in the governance of a small rural municipality in Alabama, the
City of Atmore. An examination of these problems will entail discussions
about the setting (location, population and economy), the municipal struc¬
ture (form of government), size of the workforce, departments, services,
and finances. Discussions concerning the impact of the problems and re¬
lated issues, recommendations and the conclusion follow.
The term problem, in this context, is not to connote a derogatory
meaning; for similar problems exist in many municipalities. However,
Atmore is interesting because it has experienced a high degree of change
in its economic base over the past two decades. And, this trend is likely
to continue in the immediate future. This signals opportunity and promises
problems which must be addressed creatively.
The officials of Atmore are cognizant of these problems. Whether
they can handle them successfully depend on their ability to manage with
such constraints as limited funds, cultural deficiencies and other attri¬
butes of the Atmore environment. The final section of the study is
dedicated to recommendations relevant to approaches to managing these prob¬
lems, It is hoped that the recommendations will be beneficial.
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The study is exploratory and empirical, and it is based on the
case study approach. Information used in the study was obtained through




Atmore is located in Escambia County in the southwest portion of
Alabama. The southerm most corporate limit is the northwestern boundary
of the State of Florida. Atmore is accessible by way of Interstates 65
and 10, also U. S. Highway 31 and Alabama Highway 21. The City of Mobile,
Alabama is southwest of Atmore and the City of Pensacola, Florida is
directly south of Atmore. Both cities are within 60 mile ranges and they
serve as market areas and ports as well as providing air transportation
for persons residing in Atmore and its environs.
Atmore has experienced a relatively low growth in population over
the past eighteen years within its corporate limits. The City of Atmore
had a population of approximately 8,173 persons according to the 1970
Census. Atmore is not located in a metropolitan area. However, Census
data on Atmore and the unincorporated areas of Escambia County adjacent to
Atmore indicate a population of 12,221. By comparison to the 1960 figures,
the 1970 figures represent a 1.5 percent increase in city population. The
unincorporated area has increased by only 1.2 percent by comparison.^
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The most recent population figure is listed at 10,666 persons.
^U. S. Department of Commerce, Bureau of The Census, United States
Census of Population: 1970, Vol. I, Population, pt. 2, Alabama.
2
Reference is made to a map of Atmore entitled, "Facts About Atmore."
Designed and distributed in 1975. A Bowden Publication,
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This population figure does not distinguish between the city and the adja¬
cent unincorporated area. Due to the uncertainty of the population pro¬
jections, the population is often estimated at about 10,000.
In terms of the characteristics of the population, in 1970, the
city was 38 percent black and 62 percent other. The variables on age were
39.2 percent less than eighteen years of age, 41.3 percent between eighteen
years and sixty-four years, and 9.5 percent over sixty-five years of age.
Finally, the city population is composed of approximately 3,849 males and
4,444 females.^
Atmore and its adjacent unincorporated area have a different set
of population characteristics. The 1970 Census data show a population of
12,221 persons. The characteristics were as follows: 7,453 whites, 4,634
blacks, and 134 other; 40 percent younger than eighteen years, 25.2 percent
between eighteen years and sixty-four years, and 9.6 percent over sixty-
4
five years of age. Finally, 5,754 are males and 6,467 are females.
The economic base of Atmore is mixed, primarily industrial and
5
agriculturally related activities. The largest crops are soybeans, cash
grain, truck crops, fruit items, forestry and livestock. The largest in¬
dustries are Masland Carpets, Escambia Mills (a division of Vanity Fair),
Swift Lumber Company, Atmore Tank Corporation, and Samco, A division of
Scott Paper is located near Brewton, the county seat.
3
U. S. Department of Commerce, Bureau of The Census, United States
Census of Population: 1970, Vol. I, General Characteristics of Population,
pt. 2, Alabama.
4
U. S. Department of Commerce, Bureau of The Census, United States
Census of Population: 1970, Vol. I, General Characteristics For County Sub¬
division, pt. 2, Alabama.
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Reference is made to a map of Atmore, entitled, "Facts About Atmore."
Designed and distributed in 1975. A Bowden Publication.
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The industrial and commercial payroll for Atmore in 1975 exceeded
g$25 million. The industries in and around Atmore employ a very limited
number of persons, with the exception of Scott Paper; therefore, many resi¬
dents have found employment as far away as Pensacola, Mobile and Bay Minette.
However, in order to expand the industrial base, the city has established
an Industrial Park equipped with utilities required by industry. (See
Appendix I concerning Occupation and Income for Residents of Atmore in 1970).
The City of Atmore has a relatively poor population as reported in
the 1970 Census.^ Twenty-five percent of the city population is below the
g
national poverty level, which was $3,407 in 1970 for a rural family of four.
Additionally, 57.3 percent of the city population grosses an average of
$6,506 annually, which is considerably below the 1970 median income level
g
of $9,867. Finally, only a mere 7.7 percent of the Atmore population
earns $15,000 or above annually.
Other data show that approximately 41.2 percent of the people over
twenty-five completed four years of high school. The unemployment rate was
estimated at 4.3 percent.According to the local state employment office,
the unemployment rate for Atmore was slightly over 6 percent in 1977.
^Ibid.
^U. S. Department of Commerce, Bureau of The Census, United States
Census of Population: 1970, Vol. I, Socio-Economic Conditions, pt. 2,
Alabama.
g
Willis L. Peterson, Principles of Economics; Macro, (Homewood,
Illinois, 1974), pp. 281-287.
^Ibid.
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U. S. Department of Commerce, Bureau of The Census, United States
Census of Population: 1970, Vol. I, Socio-Economic Conditions, pt. 2,
Alabama.
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This was explained as being due to younger persons entering the job market
and the rapid rate of household formationJ^
There are several quality of life factors available to persons in
Atmore and its environs. The city either makes possible these attributes
directly or through supplementary efforts. The city supplements certain
services by providing personnel or revenues. The city directly provides
the following: Police services; Fire services; Utilities, Streets and
Sanitation services; Recreation; Community Development; Inspection, planning
and zoning; Public information forums; Public beautification; and Local
cemeteries. Supplemented services are as follows: Elementary and secondary
schools which are administered by Escambia County; Health and emergency
services; and, a Senior Citizens facility. Other general attributes of
the city are clubs, a theater, churches of various denominations, motels,
restaurants, a radio station, a newspaper, several small shopping centers,
a local airport, both Trailways and Greyhound terminals, rail services,
and a variety of civic and social organizations. Finally, in addition to
the county school system, the county provides police services through the
Sheriff's Department and garbage collection and disposal for persons not
residing in either of the incorporated areas in Escambia County.
11
Tom Gentry, interview held with State Employment Office Repre¬




Atmore was incorporated in 1907. It was created as a municipality
12
by charter issued by the State of Alabama. In practice, Atmore functions
like a strong mayor-council form of government. This is not to say that
the council plays a weak role in governing the city; however, the mayors
have generally been viewed as strong mayors in that seldom have issues
arisen that escalated into open conflict. Further evidence of this form
of government is the fact that the mayor generally carries out administra¬
tive functions without interference from the council. Much like the descrip¬
tion provided by George S. Blair, the mayor recommends appointments and re¬
movals, and although there are generally no open conflicts between the mayor
and council, the mayor does exercise limited veto. In some cases, the
power to appoint and remove is exercised solely by the mayor. In fact, the
mayor and council usually operate on a consensus basis. The preparation
and submission of the budget is shared, in that it involves each department
head and the council. Furthermore, the mayor sits with the council and
presides as president. However the council, for the most part, maintains
ultimate policy determination responsibility. This type mayor is also
thought to display a strong legal and political character within and without
12
Atmore, Alabama, Code of By-Laws or Ordinances of The Town of
Atmore, Alabama, (1907), Sections I and XIV.
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the organization. The Atmore City Council is composed of five members
which are elected at large on a non-partisan ballot.
While no formal organization chart is currently adopted by Atmore
City Officials, the apparent functional organization is depicted in Figure
I. Of the eleven identifiable units currently in existence in the organi¬
zation, each of them reports directly to the mayor. The council and the
mayor share in the policy-making function; however, the mayor is the chief
administrative, political and legal official for the city.
The Utilities Department ranks very high in the municipal structure,
in relationship to the other municipal units in Atmore. Due to the size
of the department, the sizable amount of revenue generated, the importance
of its services, and the fact that the department is governed by a Board-
created legislatively, the Utilities Department has considerable influence
in the operation of city government. Thus, structurally, the department
is set aside from the mayor and council with a fragmented line.
As previously stated, the Utilities Department is under the
directorship of a separate policy-making Board. This Board consists of
three members, appointed by the mayor, and members serve staggered terms
14
of six years. The Utilities Board was initially referred to as a Water
Works Board at the time of its creation in 1946. However, on June 8, 1959,
a Certificate of Incorporation extended the powers of this Board to manage
city owned gas and sewer services, in addition to water. The fragmented
1 ^
George S. Blair, American Local Government, (New York, 1964),
p. 209.
14
Louise Day, City Clerk, Interview held by telephone, Atmore,
Alabama, July, 1978.
9
line which sets aside the Utilities Board and the Utilities Department
from the mayor and council, assumes a downward slope. Despite the fact
that the mayor appoints the Board and the Board manages city owned services
(power granted legislatively); the mayor sits with the Board as an exofficio
member. Thus, some degree of subordination must be exhibited, graphically,
as well as in practice.
ILLUSTRATION 1
CITY OF ATMORE ORGANIZATIONAL CHART
★ Senior Citizens Program
n
Atmore employs approximately one hundred and fifty individuals as
is reflected in Table 1 This figure fluctuates during summer months
when the Recreation Department is in operation. These employees represent
both salaried and hourly employees. Most of the minorities employed by
the city work in the Police, Utilities, Streets and Sanitation, and Commu¬
nity Development Departments. The Director of Community Development is
the only minority who heads a department of Atmore city government.
This municipality operates on approximately a $1 million budget.
(Refer to Table 2 for a comparison of the budgets for FY 76-77-78.) The
present budget proposed a ceiling of slightly over $1 million which in¬
cludes additional staff, equipment and overall improvements within each
unit of city government.^^
Like most municipalities, Atmore relies heavily upon taxes derived
from local sources, state rebates, federal and state aid and monies collected
from various city services. The various taxes account for approximately
40 percent of the municipal budget of which the greater percentage comes
from the property tax. Revenue sharing comes to approximately 25 percent,
federal and state grants, loans and rebates approximately 15 percent, and
the other 20 percent from fees collected for various local services. Total
anticipated revenues for FY 77-78 equal $1,319,000.00. Total anticipated
expenditures for FY 77-78 equal $1,292,193.51 (See Table 2).
^^Louise Day, interview held with City Clerk and clerical personnel
while visiting City Hall to collect additional data, Atmore, Alabama, March
1978.
^^Reference is made to the Operating Budget for the City of Atmore,
FY 76-77-78.
TABLE 1










Community Development .... 2
Shop/Maintenance 2
Cemetery 2





Source; Information obtained from the clerical staff and
duplicated as presented. Recreation personnel exist during the summer
months. Thus, number of employees subject to fluctuation; March 1978
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TABLE 2
BUDGET STATEMENTS FOR FISCAL YEARS
1976-1977 AND 1977-1978
Revenues FY '76-77 FY '77-78
ABC Board Profits $ 15,500.00 $ 16,200.00
Ad Valorem Taxes 46,200.00 48,200.00
Amusement Taxes 450.00 300.00
Automobile Licenses 16,000.00 15,900.00
Beer Taxes 35,500.00 37,500.00
Building Permits 5,000.00 5,200.00
Business Licenses 170,000.00 178,200.00
Cigarette Taxes 26,000.00 26,300.00
Excise Tax-Financial Institutions 12,500.00 18,800.00
Fines and Costs 56,000.00 50,000.00
Garbage Fees ■ • • 120,000.00
Gasoline Taxes:
City 56,500.00 53,000.00
State of Alabama 40,000.00 40,000.00
Gross Receipts Taxes 325,757.00 300,000.00
Inspection Fees 800.00 1 ,000.00
Interest Earned 4,000.00 • • •
Parking Meters 5,000.00 5,500.00
Profits-Cemetery Lots 2,700.00 4,000.00
Production Tax-Oil and Gas 22,700.00 26,400.00
Rents:
Utilities Board 29,845.63 32,000.00
Other 4,161.00 5,000.00
Revenue Sharing:
Regular « • • 210,000.00
Anti-Recession • • • 56,000.00
Sales of Supplies, etc. • • • • • •
Swimming Pool & Gym Receipts 8,500.00 8,000.00
Other $ . . . $ 61,500.00
Total Revenue $ 883,113.63 $ 1 ,319,000.00
Expenditures
General Government $ 104,142.00 $ 361,363.76
Police Department 206,730.00 295,083.13
Street Department 314,428.00 294,606.81
Fire Department 106,037.89 125,368.38
Recreation Department 29,940.00 30,000.00
Sanitation Department 40,325.00 154,652.98
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TABLE 2-Continued
Expenditures FY '76-77 FY '77-78
Cemetery Department $ 11,140.00 $ 24,918.45
Other Departments 9,504.76 6,200.00
Total Expenditures $ 938,621.65 $1 ,292,193.51
Source: The 1976-1977 budget information was obtained from the auditor's
report. The 1977-1978 budget information was obtained from the present
operating budget. The 1977-1978 budget column contains figures which were
not included in the 1976-1977 budget column, a difference of $447,500. Less
this figure, the second column totals $871,500. Revenue sharing, the garbage
fees and the category for other items were not included in the 1976-1977 re¬
port.
SECTION IV
CRITICAL ANALYSIS OF MANAGERIAL
PROBLEMS IN ATMORE
It is conceivable, as well as realistic, for a small operation to
employ a very limited number of individuals. Atmore is a small city with
a small operation and population. Despite this fact, the municipality is
obligated to provide services to the population as efficiently and as
effectively as possible.
The approximately 150 persons cited as employees of the municipali¬
ty (Table 1) are responsible for most of the public services rendered by
this municipality. There are few opportunities for intergovernmental
agreements for the City of Atmore because Atmore is not located near a
larger jurisdiction. However, there are three city/county arrangements in
which Atmore participates. These are (1) a sanitary landfill which is
administered by the county and serves the cities of Atmore and Flomaton,
(2) a CETA Consortrium which includes Baldwin, Escambia and Mobile Counties,
and (3) the South Alabama Regional Planning Commission. Only limited bene¬
fits accrue to Atmore from these arrangements. Thus, Atmore must seek
other ways to improve the character and quality of government and services
to its citizens.
Taking into account the above discussion, the quality and quantity
of persons employed by the City of Atmore are critical concerns. The
educational level of city employees range from grade school to college
graduates. Likewise, some individuals, when employed by the city, are
15
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accepted with past work experience ranging from none to several years.
Most employees are trained on the job and if possible, ascend to super¬
visory positions based upon tenure and experience. Atmore operates on a
very limited financial base and presently, cannot afford to hire adequate
qualified personnel.
Factors such as the slow economy, the low population growth rate,
high unemployment rate, and a population that constitutes a high percentage
of youths and older Americans accentuate the limited financial resource
problem. This type population, with the high unemployment rate, their low
incomes, etc., adds less to the municipal revenue base than desired. Yet,
they are dependent upon the city for the same services as are all other
citizens.
As previously stated, local taxes constitute a sizeable percentage
of the municipal budget. With the limited number of job opportunities
available in Atmore, many residents work in neighboring cities and often
spend their earnings in those cities, where they are employed, which de¬
prives Atmore of considerable local sales tax and revenues.
Another problem which has become critical in Atmore is the extent of
its public services. In the case of the Police, Fire and Utilities Depart¬
ments, factors such as population size, geographical area served and citizen¬
ry demands, impact more heavily on their operation than on the other units
of city government. This is because the above departments serve the unin¬
corporated communities adjacent to the city, in addition to servicing the
needs of the city residents. Thus, the Police, Fire and Utilities Depart¬
ments are particularly concerned about equipment and revenue shortages, and
most of all, staff limitations.
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The Police and Fire Departments provide services in the adjacent
communities, for which no direct payments, by the users, are made to the
city. The Fire Department attempts to collect a fee for services rendered
in the unincorporated areas, but the city receives few payments in return
for the services. Also, in some of the unincorporated areas, water is
supplied by the Utilities Department on a contractual basis. Reportedly,
there are no fee collection problems associated with the contractual arrange¬
ments. However, within the corporate limits, utilities are not extended
to each household. Water facilities, for example, cover the city more ex¬
tensively than the sewer and gas facilities. In other instances, city resi¬
dents may have a combination of the available utilities or all of the
available utilities.
The Streets and Sanitation Department collects garbage and refuge,
disposes of it and maintains streets. Disposal of the waste is handled in
conjunction with the county in that the municipalities and the county jointly
fund the operation of the landfill cite. Recently, a pro-rated garbage col¬
lection fee was imposed on service recipients in Atmore which will serve to
defray additional expenses associated with upgrading the quality of services
rendered by the Streets and Sanitation Department.
The city also maintains two libraries. They primarily contain
elementary and secondary materials and a limited number of volumes for
general reading and research purposes. Some attempt has been made to con¬
struct a new facility and consolidate the two libraries in a central location
of the city. Consolidation, in this instance, would yield cost savings for
the city. Presently, whereas there are librarians employed to serve each
library, the new facility may not need all the personnel now employed as
librarians. Likewise, contingent upon standards governing the operation of
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public libraries, the volume content in some subject areas, would not re¬
quire duplication, as a result of consolidation. Another cost saving
would be a decrease in utility bills and other equipment used within the
library. Despite the present unemployment rate in Atmore, any cost savings
reaped by the city, yield additional revenue for utilization in other
operating units.
The Community Development and Recreation Departments are units
which reflect recent emphases. Recreation is most operable during summer
months and is provided at a great cost to the city. Strong consideration
is being given to year round services, in order that those individuals
desiring more organized recreation can be served. On the other hand. Communi¬
ty Development is more recent in Atmore and has served to improve the quality
and appearance of the public and private housing. Of course, these housing
improvements have enhanced the physical appearance of many neighborhoods in
Atmore. The Community Development Program and its staff are federally
funded. Both the Recreation and Community Development Departments face
increased citizen demands.
During interviews with each Department Head, the most commonly re¬
lated concern was to acquire additional revenue for operating purposes.
With the revenue increases, more adequate and qualified personnel could be
sought, in addition to operating equipment. Most importantly, the Depart¬
ment Heads are cognizant of their levels of responsibility and feel that
these resources are vital in order to continue operating, and to more
efficiently and effectively meet the rapidly increasing demands being
placed upon this small municipality.^^
^^interviews conducted with Department Heads the first week of
employment, Atmore, Alabama, May 1977.
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Stm another critical element which concerns the city is the
quality of life for its citizens. Through projects such as City Beautifi¬
cation and Community Development, the city has begun to improve aesthetically.
However, the cultural and civic attributes leave something to be desired.
The city, for example, finances recreation, but due to funding
constraints, the length and scope of the activities and facilities are
limited. Even if the city could afford to pay better wages, low quality of
life factors certainly would make prospective businesses, industries and
employees think twice before relocating in Atmore.
Were the City of Atmore within a metropolitan area, there would be
cultural, civic and social activities to satisfy each individual's desire
and somewhat comparable economic opportunities, which are not available now.
The kind of improved quality of life factors would include; a variety of
health and welfare services, public transportation, academic institutions
of all levels, economic opportunities; various athletic and recreational
activities, numerous civic organizations and cultural activities; a choice
of neighborhoods and commercial centers, etc. Thus, the quality of life in
a city can be a significant determinant of the city's ability to develop
and provide various opportunities for its citizens.
The final concern is the apparent weakness in the city's formal
organization and operations. It would appear that the city operates in a
very unorganized manner. One indicator is the absence of formal statements
of the city's organization and functions as evidenced by an organizational
chart. An organization chart would graphically show the location of depart¬
ments, the lines of communication, and point out who is responsible and
accountable to whom. Thus, the development of an organization chart would
be the first step in clarifying the structure and operation of the municipality.
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Another indicator of the lack of organization within the City of
Atmore is the fact that no formal personnel organization or procedures
exist. The manner in which employees receive salary increases is an excel¬
lent example of the impact of the absence of a formal personnel organiza¬
tion or procedures. In fact, the present salary increase process means
that salaried employees do not always receive equal pay for equal work.
Due to the absence of a personnel organization and a wage/salary plan, em¬
ployees make their appeals directly to the mayor and/or members of the
council, respectively. In the event that a salaried employee does not
receive the increase desired, deficiencies are likely to occur in the area
of employee morale and productivity.
When staffing a municipality, the weaknesses in the structure and
operation of the organization are also prime concerns, because today's pro¬
fessionals tend to scrutinize the organization very carefully prior to ac¬
cepting employment. They want, for example, to see a job description, a
wage and salary plan, a fringe benefits plan, an organizational chart and
provisions for employee development, to name a few. Thus, the City of
Atmore should consider creating a personnel organization or assigning this
responsibility to qualified employees who may hold other positions. After
having created such an organization or assigning personnel responsibilities
to some staff person, the next phase is the adoption and implementation of
a comprehensive personnel system. These things are necessary if Atmore
expects to recruit and retain the caliber of employees needed to more
efficiently and effectively deliver the public services to residents in
Atmore and its environs.
SECTION V
ANALYSIS OF ALTERNATIVES
The writer is convinced that city government in Atmore is operating
at a minimal level and could benefit from some positive improvements. Simply
stated, the City of Atmore should investigate means to increase its general
revenues. The population living outside the corporate limits of Atmore are,
for the most part, a drain on city resources and increase the cost of
services. They contribute very little in the form of revenue, which is
based upon the payment of local taxes and fees. Through annexation of this
unincorporated territory, the city can realize an increase in its revenues
from local taxes and fees.
Annexation has been discussed by the public officials of Atmore and
plans for annexation are in the developmental stage. With respect to staff¬
ing, the officials should remain cognizant of the new population size which
would come with annexation, such that no further deficiencies will result
in the delivery of services due to annexation. The increase in revenue
derived from annexation should be economically feasible enough to increase
the size and capacity of each department, if necessary, and particularly
those departments that will feel the impact of the population increase most,
i.e.. Fire, Police, Streets and Sanitation, and Utilities Departments. Also,
the revenue benefits derived from annexation should be great enough to
cover any other costs associated with operating a department, i.e., equip¬
ment, etc. Essentially, if those persons residing outside the corporate
21
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limits of Atmore are to be incorporated and taxed, these persons should be
assured that benefits derived from annexation will be comparable to those
services provided for residents of Atmore. The last major annexation for
Atmore was in 1947. However, during the sixties the city annexed an un-
18
populated area on which an industrial park has been developed.
An alternative to annexation is to increase local taxes. This
could very well happen, but is not economically feasible because of fluc¬
tuating unemployment rates, the lagging economy,, slow population growth rate,
and the fact that many residents now work and spend their earnings in neigh¬
boring cities. Additionally, an increase in taxes is not advisable because
of the current trend to reduce taxes, as exemplified in June, 1978 with
the passage of Proposition 13 in California. This situation could worsen
with the local economy experiencing decreased activity in commerce and trade.
Thus, increasing taxes would not be a good means for creating additional
revenue and is presented as an alternative, not a recommendation.
Inasmuch as federal aid is calculated and awarded primarily on need
and population, if annexation occurred--automatically increasing the popula-
tion--the city could gain additional revenue from the federal government.
However, the city should not hasten to apply for every grant and loan avail¬
able through federal sources because of the uncertainty of continued federal
funding of certain programs over extended periods of time. Therefore, pre¬
cautionary measures should be taken by the city, to insure against the initi¬
ation of programs and projects--without developing alternative means to
continue those programs and projects, in the event that federal funds are
discontinued.
18
The Honorable Patricia P. McKenzie, interview held with mayor
while employed with the City of Atmore, Atmore, Alabama, January 1978.
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If the city seeks additional federal funds as a result of annexa¬
tion or attempts to upgrade the existing federally aided services, it will
be necessary to recruit and retain personnel who are more capable of pre¬
paring grant requests and federal applications. Those persons selected, for
this purpose, should be knowledgeable about the operations of federal
agencies and should have an understanding of national goals and guidelines
as expressed in the announcements of those federal agencies. Most assuredly,
the city should not attempt to compensate any additional employees' services
from local finances due to the present shortage of operating funds. There¬
fore, compensation for additional employees should be made from various
federal grants that may be awarded to the city wherever possible.
An alternative to being solely responsible for such positions is
for the city to encourage more regionalism. Regionalism is economically
feasible in that the costs are shared with other municipalities. However,
it is extremely important that the regional, or area-wide, arrangement is
established with the understanding that municipalities that become members
will accrue benefits which are equitable and worthwhile. In order for this
to become a reality, the regional or area organization must employ en ade¬
quate number of persons, with the necessary capabilities to efficiently and
effectively serve the technical needs of the municipalities. Only if such
precautionary measures are taken, will cities such as Atmore benefit from
regional arrangements.
Escambia County recently created the position of a Federal Program
Coordinator. This position is funded through CETA and exists for the pur¬
pose of assisting municipalities with the search for federal funds and pro¬
grams to address their individual needs and to monitor the use of the
24
federal funds. This office is manned by two (2) individuals, the Coordinator
and an Assistant/Secretary. The individuals who presently man this office
have past experience in the areas of grantsmanship and the supervision of
federal manpower programs.
The creation of the position of a Federal Program Coordinator is an
example of an intra-county arrangement in Escambia County. This was a wise
decision on the part of county government, because the coordinator can be
utilized to augment the subsequent efforts of the municipalities to gain
additional revenue; thereby, providing a more extensive array of services
to the citizens. These kind, or similar efforts are encouraging and should
be increased.
The south Alabama Regional Planning Commission is another example
of a regional arrangement (inter-county) designed to serve a number of
counties and municipalities in southwest Alabama. Each municipality pays a
membership fee based upon population. The present Atmore budget exhibits
an expense of $2,617 for annual membership dues in the South Alabama Regional
Planning Commission.^^ In return, Atmore is eligible for services as
follows: area-wide planning information; information regarding aging pro¬
grams and benefits; economic development studies; and housing, land use
and zoning studies. With respect to these services, the mayor of Atmore in¬
formed the writer that the city is not pleased with the services rendered
by the Commission, in that the planners and other specialists are not
always available when called upon. Consequently, the Atmore officials are
?0
disturbed, because limited resources are being spent ineffectively.
^^Reference is made to the 1978 Operating Budget for the City of
Atmore, Alabama.
20The Honorable Patricia P. McKenzie, interview held with mayor
while visiting City Hall to collect additional data for the study, Atmore,
Alabama, January 1978.
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This is an excellent opportunity for the area municipalities, especially
Atmore, that operate with limited financial and human resources, to enter
into a regional arrangement at a cost saving, yet, receive the services
desired and needed. Due to the uncertainty of the services rendered by
the South Alabama Regional Planning Commission and the confusion exhibited
by the public officials of Atmore, this membership should be scrutinized
more carefully by Atmore in an effort to determine whether continuation of
the membership is feasible.
Reorganization is another important undertaking which the public
officials of Atmore should seriously consider. There are two major aspects
of reorganization, structural changes and policy changes, which can be im¬
plemented separately or simultaneously. Specifically, structural changes
refer to the creation or deletion of positions, the relocation of human
resources and functions due to departmental size and/or power and functional
imbalances. Another example of a structural change is adjusting the number
of individuals reporting directly to a manager or executive. On the other
hand, policy changes refer to the creation of distinct and definite operating
policies and procedures to govern both the organization and its members.
Policy changes can also mean examining the policies and procedures already
in existence, in an effort to determine what deletions, additions or policy
21
and procedural changes in general, if any, are needed. In its most general
form, reorganization is a means for an organization to assess its purpose
and make both structural and policy changes based upon factors which could
possibly hamper future survival. Some of those factors are: socio-economic
conditions; available resources; constituency demands; internal conflicts;
21
Rufus E. Miles, "Considerations For A President Bent On Reorgani¬
zation," Public Administration Review 2 (March/April, 1977): 155-162.
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cultural variations; advances in technology; size and complexity of the
22
organization; and the absence of goals and objectives, to name a few.
Atmore should examine and seriously consider reorganization from
all aspects, taking into account the above discussions concerning structural
and policy changes in an organization. Despite the size and capacity of
an organization and its members, an organized effort ensures a greater de¬
gree of efficiency and effectiveness rather than the unorganized effort
that presently characterizes Atmore.
Atmore presently operates without a formalized structure. Except
in a few instances, for example, the employees are uncertain about their
immediate superiors. Thus, most problems are resolved in the office of
the mayor. Likewise, there is a concern for defining levels of responsibili¬
ty and distinguishing between superiors and subordinates, since some of the
employees seem to think that, "we do not know what we should be doing some-
23
times and who should tell us to do it."
As evident in the above paragraph, clarification is desperately
needed in Atmore, regarding the operation of the municipality and the role
of its employees. If the suggested reorganization effort is handled prop¬
erly, this can be achieved without destroying the informal or interpersonal
relationships that exist in Atmore. Additionally, unlike the most commonly
held pessimistic opinions concerning reorganization, clarifying the purpose
for existence and the role of each member, and formalizing the structure,
22
Kenneth E. Boulding, "Expecting The Unexpected: The Uncertain
Future of Knowledge and Technology," Designing Education For The Future,
September 1966, p. 212.
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Conclusion drawn as a result of informally questioning approxi¬
mately one-third of the employees about their superiors, positions and
levels of responsibility. Summer, 1977.
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can be achieved in a manner which ensures a more harmonious operation and
a verifiable degree of efficiency and effectiveness. Reference is hence
made to the work of Koontz and O'Donnell and their discussion concerning
the nature and purpose of organizing. It is noted that "an organization
structure should be designed to clarify the environment so that everyone
knows who is to do what and who is responsible for what results; to remove
obstacles to performance caused by confusion and uncertainty of assignments;
and to furnish a decision-making communications network reflecting and
supporting enterprise objectives." Furthermore, "for an organizational
role to exist and to be meaningful to people, it must incorporate (1)
verifiable objectives (through planning); (2) a clear concept of the major
duties or activities involved; and (3) an understood area of discretion, or
authority, so that the person filling it knows what he or she can do to
accomplish results..., to make a role operational, provision should be made
for needed information and other tools necessary for performance in a role."^^
Illustration 1 was presented in Section III of the study. Illustra¬
tion 1 is based upon the perception of the writer and depicts the functional
operation of the municipality. Under the existing structure, each unit
reports directly to the mayor. Illustration 2 is presented as a recommended
structure for Atmore, and better defines the lines of authority, responsibili¬
ty and accountability, grouping similar services and units together in seven
departments in order to reduce the span of control. Most of all, it also
provides for the creation of a new position, the chief administrative officer,
under the mayor, for the purpose of assisting the mayor with the day-to-day
operations of the municipality. (See Illustration 2 for the proposed
Organizational Chart for Atmore).
^^Koontz and O'Donnell, Management: A Systems and Contingency Analysis
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The serious concern for annexation is another very good reason
why Atmore should consider reorganization. As a result of annexation,
the population will increase in size. Moreover, as a result of the popu¬
lation increase, the City of Atmore must increase many of its public
services, to include the additional residents of the city. Annexation
also implies that the staff size may increase and most assuredly, addi¬
tional responsibilities will be placed upon each department. Thus, re¬
organization will force the city to examine its present structure and
method of operating, for the purpose of organizing into a more systematic
and efficiently run operation, in order to meet the demands associated
with annexation.
Further explanation of Illustration 2 is necessary in order to
more explicitly point out the proposed changes in the operation of the
municipality. With the creation of the position of chief administrative
officer, the administrative responsibilities should be handled primarily
by this individual. The proposed chart provides the mayor with direct
control over the unit containing the city clerk, clerical and accounting
personnel, and continued exofficio status with the Utilities Board. Thus,
the mayor still maintains control over and contact with the major financial
entities and the council, respectively, with indirect control over the
human resources and other operations of the municipality through the chief
administrative officer. These changes have by no means diminished the
role of the mayor, but has reduced the number of units and persons report¬
ing directly to the mayor. Therefore, many problems associated with the
routine operation of the municipality can be addressed before they reach
the office of the mayor.
An additional explanation of the proposition to reduce the number
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of units and persons reporting directly to the mayor, through reorganiza¬
tion, regards the grouping of units with similar functions in single
units, i.e.. Recreation, Library Services and Cultural and Civic Affairs
Unit, and the Inspection and Planning Unit. Also, note that if units
with similar functions have not been grouped in a single unit, they have
been linked for the purpose of ensuring cooperation and coordination of
functions and activities, i.e.. Senior Citizens Program (S.A.I.L.) and
City Beautification.
The discussions regarding reorganization should not be interpreted
as a solution to all the problems in Atmore. Instead, the assumption is
that reorganization can contribute to the solution of several of them.
More specifically, sound organizational design can create an organizational
environment which is conducive to the attraction and retention of more
qualified personnel and in return, it provides for improvements in the
delivery of services. Thus, the municipality will be more responsive to
servicing the needs of the citizenry.
Reorganization has heretofore been discussed primarily from a
structural standpoint. The other aspect of reorganization refers to policy
changes. The establishment of a personnel manual, for example, deserves
immediate attention in Atmore. This manual would resolve some of the
present conflicts regarding wage and salary increases, promotions, fringe
benefits, grievance and appeal procedures, job descriptions and classifica¬
tions, employee development, etc.
Merely mentioning employee development is not sufficient, since it
can be conceived of as a means to augment the capabilities of the present
staff. In the event of annexation, there is no guarantee that enough
revenue will be generated to allow for a sizable increase in the number of
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city employees. Thus, employee development is suggested as a means by
which each employee can be utilized more efficiently and effectively.
Employee development is possible in Atmore through special arrangements
with neighboring colleges and universities, separate facilities which
the city cannot afford, and allowing employees to attend training sessions
sponsored by other public, quasi-public or private organizations. Costs
are associated with each suggestion, but the effort would prove beneficial
to both the municipality and the staff.
The writer further proposes that the city should engage in more
planning. Planning is a managerial function which should precede organizing
Furthermore, planning enhances organizational purpose, direction and via¬
bility, through the establishment of well-defined goals and objectives.
The budget, for example, is a financial plan which assigns revenue values
to purposes and functions. Thus, the budget addresses each organizational
goal from a financial standpoint. Any goals and objectives of a physical
nature can be addressed even more specifically in a comprehensive develop¬
ment plan. In Section IV, the writer referred to environmental and
cultural deficiencies as a problem in Atmore. The formulation, adoption
and implementation of a comprehensive development plan means that the
public officials of Atmore have committed themselves to upgrading the
quality of life in Atmore through legislative action. This type document
is possible with assistance from the South Alabama Regional Planning
Commission. The final area of planning to be mentioned specifically is
policy planning. One example of policy planning is the preparation of a
comprehensive development plan, which includes plans for physical improve¬
ments in Atmore. Another example of policy planning relevant to this
study is the adoption of a personnel manual which the city desperately needs
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The adoption of a personnel manual means that the public officials of
Atmore have taken steps to improve the operation of the municipality by
setting forth policies to govern its employees.
In economic terms, money circulates in a circular path. Thus,
the writer recommends that the city put forth a more concerted effort to
attract additional industry to Atmore. Additional industry would mean
additional jobs, and increases in the taxes and fees collected, which
would result in more revenue for the municipality. Here again, the
structure and ability of the municipality to adequately serve the citizenry,
and the quality of life in Atmore become critical concerns. With the
creation of the position of chief administrative officer and the proposed
division of the administrative functions of the mayor with the new officer,
the mayor, along with the Chamber of Commerce, has more time to commit to
the search for additional industry. In the event that additional industry
does relocate in Atmore, the municipality must be able to serve the needs
of the increased population. Likewise, the industrial executives will be
concerned about the quality of life in Atmore, whether it meets their
standards, i.e., attributes such as education, medical services, services
provided by the municipality, individual status and equality, living
conditions, the economy, etc.
Most of the problems associated with the operation of municipal
government in Atmore have been discussed, along with means to correct those
problems. However, one final alternative deserves consideration because
it is no doubt the easiest step toward improvement, in that it can be
applied with the least effort. The city should establish lines of communi¬
cation with professional organizations and public interest groups. Most
professional organizations publish materials which include employment
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information. People who have retired or are approaching retirement,
often seek small towns such as Atmore in which to relocate. Many of
them would like to continue working. Their past experiences would cer¬
tainly be beneficial to Atmore. Atmore can also advertise its vacancies,
for the purpose of seeking out these individuals. Their services can
often be obtained at reduced rates, unlike the young professionals who
generally seek higher salaries and larger urban area. The city can ad¬
vertise on the basis of Atmore being a small clean town, quiet, and close
to the large urban areas of Mobile and Pensacola. Atmore is also located
near beaches and resort areas which provide an abundance of swimming and
fishing outlets. Thus, the city will have accomplished its objectives,
with respect to obtaining competent staff persons, while providing the




The writer discussed a number of alternative approaches to resolv¬
ing the managerial problems in Atmore. Only a comprehensive effort can im¬
prove the deficiencies that exist in this municipality. The service de¬
mands grow daily and must be treated more efficiently and effectively.
Thus, the increased revenues, more industries, increased income and quali¬
fied, willing and responsible employees must be sought in order to ensure
the best delivery of services possible.
The primary concern of the study was the managerial problems in
Atmore and the ability of the city to address them. Factors presented in
the study which give credence to the city's managerial problems are: slow
population growth rate; lagging economy and low wages; unemployment rate;
the quality of life; deficiencies in the formal structure and operation of
the municipality; and, the absence of formalized personnel procedures.
Since Atmore is not located in a metropolitan area, it is responsible for
most of the public services rendered to its citizens. Atmore also extends
most of its services to a population that resides outside the corporate
limits, for which the city does not always receive adequate payments.
The recommendations that addressed each of the above problems,
either in a specific or general manner were analyzed. Annexation is
recommended as a means of gaining additional operating revenue through the
collection of taxes and fees from the incorporated population. Also, the
34
35
population increase, as a result of annexation, would qualify the city to
take advantage of additional federal services and funds. The writer also
recommends or encourages more regionalism or additional county-wide arrange¬
ments to serve the entire county or counties, respectively. This is thought
to be economically feasible and beneficial, from the standpoint of upgrad¬
ing existing services and seeking additional revenue benefits.
Reorganization is a third major recommendation which will yield im¬
provements in the operation of the municipality. The reorganization plan
should also include the preparation, adoption and implementation of a
formalized personnel manual, to set out policies governing the employees of
the city. Any number of policies were mentioned; however, provisions for
employee development, particularly, touch upon the notion of strengthening
the capabilities of the present municipal staff.
Other recommendations include more planning, enhancing the quality
of life in Atmore, attracting additional industry, and developing linkages
with professionally based organizations and interest groups. These recom¬
mendations, in addition to those previously mentioned, are centered around
upgrading the quality of services delivered in Atmore by strengthening the
capabilities of the municipal employees and attracting additional well-
qualified professionals.
Much is desired for this structure and its environment. Not all of
the recommendations proposed by the writer can be accepted as presented.
The situation requires careful study. A concerted and comprehensive approach
is necessary because each deficiency appears to rest upon another. However,
after careful consideration, the writer contends that the recommendations
presented warrant merit. In the event that the officials of Atmore examine
this study, it is expected that they will be enlightened to a level of
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awareness, realization, enthusiasm, and most of all, responsiveness, which
will result in functional improvements in the near future.
APPENDIX
APPENDIX
OCCUPATION AND INCOME FOR ATMORE: 1970
Occupation
Total employed, 16 years old and over .... 2,975
Professional, technical, and kindred workers . . . 390
Health workers 36
Teachers, elementary and secondary schools . . . 200
Managers and administrators 226
Salaried 129
Self-employed in retail trade 72
Sales Workers 218
Retail trade 154
Clerical and kindred workers 307
Craftsmen, foremen and kindred workers .... 443
Mechanics and repairmen 117
Construction craftsmen 133
Operatives except transport 505
Manufacturing 400
Nonmanufacturing industries 105
Transport equipment operatives 144
Laborers, except farm 187
Farmers and farm managers 19
Farm laborers and farm foremen 60
Service Workers^ 309
Cleaning and food service workers 169
Protective service workers 49
Personal and health service workers 83
1




Private household workers 167
Female employed, 16 years old and over . . . 1,268
Professional, technical and kindred workers . . 195
Health workers 17
Teachers, elementary and secondary schools . . 143
Managers and administrators 49
Sales workers 80
Clerical and kindred workers 260
Secretaries, stenographers, and typists ... 82
Operatives including transport 276
Nondurable goods manufacturing 258
Service workers, except private household . . . 175
Private household workers 167
Other occupations 66
Class of Worker:
Total employed, 16 years old and over . . . 2,975
Private wage and salary workers 2,103
Government workers . . 548
Local government workers 349
Self-employed workers 296
Unpaid family workers 28
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Income of Families and
Unrelated Individuals
A1 1 families 2,077
85
Less than $1,000
$1,000 to $1 ,999 169
$2 ,000 to $2,999 185
$3,000 to $3,999 207
$4,000 to $4,999 166
$5,000 to $5,999 139
$6,000 to $6,999 173
$7,000 to $7,999 158
$8,000 to $8,999 122
$9,000 to $9,999 136
$10,000 to $11,999 211
$12,000 to $14,999 166
$15,000 to $24,999 110
$25,000 to $49,999 44
$50,000 or more 6
Median income $ 6,506
Mean income $ 7,569
Families with female head 351
Mean income $ 3,854
All families and unrelated individuals 2,605
Median income $ 5,149
Mean income $ 6,491
All unrelated individuals 527
Median income $ 1,531
Mean income $ 2,240
Female unrelated individuals 387
Mean income $ 1,808
Per capita income of persons $ 2,033




With wage or salary income 1,767
Mean wage or salary income $ 6,793
With nonfarm self-employment income 280
Mean nonfarm self-employment income $ 6,691
With farm self-employment income 77
Mean farm self-employment income $ 2,932
With Social Security income 471
Mean Social Security income $ 1,424
With public assistance or public
welfare income 131
Mean public assistance or public
welfare income $ 768
With other income 410
Mean other income $ 2,069
2
Income Less than Poverty Level
Families 535
Percent of all families 25.8
Mean income deficit $ 1,842
Families with female head 192
Unrelated individuals 312
Percent of all unrelated individuals 59.2
Mean income deficit $ 992
2
Excludes inmates of institutions and members of the Armed Forces
living in barracks, college students in dormitories, and unrelated individuals
under 14 years.
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Income Less than Poverty Level-Continued
Persons 2,967
Percent of all persons 35.8
Related children under 18 years 1,295
Percent living with both parents 49.4
SOURCE: U. S. Department of Commerce, Bureau of The Census, 1970.
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